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. DISCLAIMER .em T
The views and conclusions expressed in this
document are those of the suthor. Thay ere
not intended and should not be thought to
represent official ideas, attitudes, or
policies of any agency of the United States
Government. The autlior has sot had specisl
sccess to official informatioa or ideds and
has employed only open-source materisl
available to any writer on this subject.

This document is the property of the United
States Government. It is available for
distribution to the general public. 4 loan
copy of the document may be obtained fres the
Air University Interlibrary Loan Service
(AUL/LDEX, Maxwell AFB, Alab.-a. 36112) or the
Defense Technical Information Center. Request
must include the author's name and complete '
title of the study.

This document may be reproduced for use in
other research reports or educational pursuits
contingent upon the following stipulations:

-~ Reproduction rights do not extead to
any copyrighted material that may be contained
in the research report.

-= All reproduced copies must coatain the
following credit line: "Reprinted by
permission of the Air Command and Staff
College."

~- All reproduced copies must contain the
name(s) of the report's author(s).

-- If format modification is necessary to
better serve the user's needs, adjustments may
be made to this report--this authorization
does not extend to cépyrighted information or
material, The following statement aust
accompany the modified document: "Adapted
from Air Command and Staff Research Report

(number) entitled (title) by

(author) N

-~ This notice must be included with any
reproduced or adapted portions of this
document,
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PREFACE ‘

The Famed military historian S.L.A. Marshall once wrote

ﬁ{ that the starting point for the understanding of war is the
;ﬁ understanding of human nature. This study locks at a partic-
W ular aspect of the human nature of the professional soldier:

the formation of his personal and professional identity.

o In specific, this study employs the theories of a promi-

3, nent psychoanalyst, Erik Erikson, as a conceptual Framework
%‘ for analyzing how an Army officer's individual and profes-

by sional identity develops. It shows how some of the Army’s

;“ institutional policies and practices, as well as the actions
h of other military personnel, can hinder the develcpment of an
?5 officer’'s identity from pre-commissioning through the point
wf where his career is Fully established. It alsc shows the

&5 importance of identity to successful military leadership and
" to the ethics that are at the core of military service.

e This study does not intend to suggest that there are

R serious psychological problems affecting the officer corps

i today. Rather, it shows how aspects of military service can
e adversely affect one’s sense of identity. It also makes

5&' recammendations an how the institution could better promote a
N sense of individual and professional identity among its

3 officers.
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EXECUTIVE SUMMARY A

Part of our College mission is distribution of the ‘
students’ problem solving products to DoD
sponsors and other interested agencies to
enhance insight into contemporary, defense
related issues. While the College has accepted this
product as meeting academic requirements for
graduation, the views and opinions expressed or
implied are solely those of the author and should
not be construed as carrying official sanction.

REPORT NUMBER B85-2380
AUTHOR(S) MAJOR RICHARD H. ST.DENIS, USA

TITLE IDENTITY AND THE MILITARY PROFESSION:
AN ERIXSONIAN PERSPECTIVE

1. PURPOSE: Ta analyze haw aspects af military service, es-
pecially various Army policies and practices, as well as the
actions of superior officers, can hinder an officer from de-
veloping his personal and professional identity. Based on that
analysis, to recommend ways to reduce the obstacles to iden-
tity and promote the growth of identity.

11. BACKGROUND: The theories of noted psychoanalyst Erik
Erikson provide an ideal Framework for studying the growth of
identity and the problems in developing a coherent sense of
salf. They show that a well-Faormed identity is the key to a
healthy perscnality, a productive adulthood, and the virtues
of loyalty and selflessness. .

I1I. ANALYSIS: When applied to the various stages of an Army
officer’s career, Erikson’'s concepts show that certain actions
of senior officers and various institutional policies and
practices can jegpardize one's sense of personal and profes-
sional identity. These hindrances can waork against certain
camponents of an integrated sense af identity: stahility,

b . salf-knowledge, self-esteem, and identification with one's
unit, one’'s fellow officers, and the institution at large.

) These problems should be minimized gr resolved since a sense
' of identity is essential for effective leadership and since
it fosters athical conduct.

vii
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IV. FINDINGS:

a. Career Choice. IF pressured to bhecome an officer, the
young adult may prematurely foreclase his adult identity
develgpmenl. By committing early in life to lengthy training
and military service, one may alsc curtail the growth of an
individual identity. Because American society offers youths
many different opportunities and requires they chonse and form
their cwn identities, young pecple may suffer identity
diffusion and enter the Army as a way to discover themselves.
This is not a desirable situatiaon far future officers.

b. Pre-commissioning. When training for officership, the
young adult may lose his sense of self because of the stresses
of the officer training program. He may react against the
authority and the pressure to conform and thus develop a
negative identity. If motivated to f£it in but lacking a sense
of self, he may overidentify with role models or give up his
individuality and thus develop an inauthentic identity. If
the pregram is lax and doesn't socialize him adequately to
military life, he may develop a deficient career identity.

c. Mewly Commissioned Officers. The new lieutenant must
adjust to the realities of adulthood and his new career. He
may have to resort to role-playing when fFacing the demands of
officership. If he cannot integrate his roles into his iden-
tity, he may experience an identity conflict. If he can't
identify with officers, he may fraternize and develop a mis-
placed identity. His sense of identity will probably affect
his decision whether or not to make the military his lifelong
career.

d. The Established Officer. The turbulence of Army life
with its frequent moves and changes of jobs can disrupt cne’'s
sense of identity. A duval-tracked career can cause identity
diffusion. Promotion and command selection systems may weaken
one’'s self-esteem and career identity. InfFlated evaluation
repaorts may prevent self-knowledge. Attendance at military and
civilian schools may distract an officer fFrom his career fFocus
and occupational identity.

viii

S e N e

RATARAR ANk




WTTEMTE T E TN ET TN EINETE T AR TTUNUNENERTXUNNINERNVUE FURS W NFaUes . Ty K- e i ese e w e

— CONTINUED

e. Leadership. An aofficer needs to have an honest self-
awareness, a high degree of individuality, a positive self-
image, and a clear sense of identification with the values,
beliefs, and attitudes of the officer corps. These qualities--
all aspects of a strong personal and professional identity—-
contribute to being an effective leader. They allow an offi-
cer to devote himself selflessly to his duties, the accom-
plishment of the mission, and the welfare of his men.

£. Canclusian. The attainment of a sense of identity is
essential if an officer is to exhibit the qualities of
maturity, loyalty, and selflessness--some of the enduring
values that comprise the Army Ethic. While officers have an
obligation to espouse the Army Ethic, the Army itself has an
obligation to help them develop their identities.

IV. RECOMMENDATIONS:

a. The Army must carefully select and develop potential
cofficers for military service. To ensure applicants make ma-
ture career choices, it should raise the age for entrance to
pre-commissioning programs and should make them complete basic
training before they enter. To promote their identity growth,
the Army should thoroughly orient and socialize officer candi-
dates to the militaru while giving them the latitude to plan
and control their daily lives.

c. The Army must undertake a number of policy changes to
enhance the growth of identity among officers. To create
greater stability in their lives, the Army must lengthen their
assignments and their time in grade between promotions. To
improve their career focus, it must eliminate dual special-
ties and distracting schoaols. To praomote a sense of corporate
identity, it needs to reinvigorate the customs of the service.
To help officers become more self-aware, it must initiate
self-assesament programs, institutionalize mentoring, and
foster more realistic officer evaluation reports. Overall,
Army aofficials must promote initiative, self-reliance, and
individuality among all officers by giving them the latitude
to do theic jobs and to learn From their honest mistakes.

By so doing, they will foster a greater sense of personal
identity, which will contribute to their effectiveness as
leaders. This will also build their professional identity,
which will promote their adherence to the Army Ethic.

ix




a

K <
oy

2A 2

" s

P

A A A Ay

"~

1

e L oS

o
J

-

" e - o
o

Chapter One

INTRODUCTION

A M

In the past century, there have been significant ad.ances

in the study of human nature. Many notable psychoanalysts anrd

psychologists, heginning with Sigmund Freud and Carl Jung,
have developed new theories useful fFor understanding human
behavior and psychology. In the past thirty years, Erik
Erikson, an influential psychocanalyst and former Harwvard
professaor, has illuminated one important aspect of this
increasingly complex subject: how man develops psychosccially
through the life cycle. In a number aof classic works aon the
subject, Erikson has set forth a comprehensive thecry e::-
plaining how individuals grow psychologically and socially
from infancy through old age.

Central to Eriksaon's werk, and pgssibly his most signi-
Fizant contribution, has baen his theory about identity, that
is, a persan’s sense of self. He has written extensively
about the importance of achieving a sense of identity, arnd he
has discussed in detail how one's identity is formed and hcu
it is threatened. His ideas about identity have generated -
considerable public and professional interest. They have
spawned an ever-widening body of literature on the subject,
the most nctakle of which have been Daniel Levinson's The
Seasons of a Man's Life and Gail Sheehy's best-seller,
Passages.

r‘l ¥ Tt

For Erikson, a person’'s identity has two dimensions: his
group identity and his ego identity. A person’'s group iden-
tity is the sum of his affiliations with various grouns,
organizations, and institutions; it is his recognition of
being a member of a family, a set of friends, a particular
nationality, race, religion, occupation, and various cther
social groupings. By contrast, ego identity is a perscn’'s
sense of his urigque rgles and his perception of keing a
variant of the group per ss (3:Ch 1; 4:Ch 4), In both cases,
identity is largely dependent upon the individuals, graugs,

srganizatiocrs, and institutions that have a signifizart impact




o on one's life. But identity is alsc a function of how the

ﬂ individual perceives himself as being different frcm others.

Q‘ Ultimately, one’'s personal identity “includes all sigrnificant

- identifications, but it alsg alters them in order tc mal=z a

unique and reasonably coherent whole of them™ (4: 181). o

e Ancther way of locking at identity is to say that cne’s

Wy persponal identity is the sum of all the answers to the ques-
W tion "Wha am I7?" 1t is the combination of everything that
defines a person--his familial, racial, ethnic, sexual, relig-
Y ious, soccial, political, vocational, economic, emotional, and
e intellectual being, to name some of the more significant com-
y ponents af identity. For example, the identity of a certain
> person might be described as follows: Ma:xx Jones, a 3B6-year-ocld
American male caucasian, scn aof Joa and Martha Jeones, husband
of Grace Anderson, father aof Margaret and Robhert Jones, a

% graduate of MNorth Carclina State University with a bachelecr’s
' degree in aeronautical engineering, czcmmissioned in the United
States Aarmy through the Reserwve COfficer Training Corps, a
majer in the Field Artillery, a member of the fatiznal Rifle
Assnciaticn, a Democrat, a tennis enthusiast, an avid readsr,

1 4 and so on. But besides thess categorizations, Ma:’'s sense of
¥y identity would include his perscnal value Jjudgments akcut

yﬁ these various aspects of his "self” and his perceptions aof
k. what sets him apart from others.
2

NIITIY MAaT]

A

Y Eriksan says that the formation of a perscral idertity is

A a complex and sometimes stressful process that begins in

2 ‘ childhocod and accelerates rapidly during adolescence. It

3 reaches its most crucial developmental stage at some point
during latar adolescence and early adulthced, in what Ecilscn

Q calls the identity crisis (4:Ch 3). During this difficult

Q turning paint in life, the individual feels uncertainr, awkward
or uncomfortable about who he is and where he is gzoing in

g, life. His self-assuredness and the assumptions upcn which he

b, has based his life are shaken (S5:12). For his perscnality to

develop further, he must resolve the crisis of iderntity and

attain a clear sense of self or face continuing ccnfusion,

, uncertainty, or dissatisfaction atout himself ard his place in

ne spociety ©3:84-100).

Erikson believes that the successful resclution 2fF an

o identity crisis is marked by a strcng, authentic, and mature
?, self-awareness, as well as self-esteem and "a convicticn that
» one is learning effective steps toward a tangible Future, that
f one is develaping a defined persconality withir a social real-
By ity which one understands” (3:85). It occurs when a person

o discovers the way that his persanality coperates, the way that
s he accumulates new components to his identity, and the way

5
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¢ that he responds toc what others see in him. This self-

¥ awareness becomes the foundation for self-acceptance, a

‘o healthy personality, and a productive adult life. It is a

‘ . virtual preraquisite fFor coming to meaningful adult decisiors

e about such vital issues as occupation, family, and lifestyle.

The ultimate sccial value of a sense cof identity is fidelity

tc people and institutions. When a person achieves an inner

sense of identity, he can then turn cutward from himself anrd

o become genuinely caring of others and loyal to the people,
groups and arganizations with which he identifies (2:Ch 7; 3:

A Ch 3; 4:Ch 4).

1% r 1T -] nc

The formation of identity, however, does not stop after

ﬁ one resclves an identity crisis. Building cne's identity is a
;Q lifelong process, never free from changes, new dimensizcns and
-& new definitions. Moreover, one's sense of identity canr be

KN jeocpardized by a variety of external factors: the behavicr of
N athers, the practices aof the groups and organizations to which
one belongs, and the stresses of rapid change, be it social,

A biological, marital, vocational, intellectual, political,

_} economic, cultural, historical, or technological. Identity can
] also be threatened by the traumas and stresses encountered dur-
1 ing the many transitions and key events of life (2:277-28Y4;

™ 3:Ch 3; 4:Ch 3).

S In the face of these obstacles to identity, one may fFail
" to attain or maintain a coherent sense of self. This can

e result in identity problems such as identity foreclosure,

Y identity diffusion, identity conflict, negative identity, and
e imposed identity (2:Ch 3; 4:Ch %), These problems may be

. manifested in a feeling that there is something wrong with

Y, oneself, in over-sensitivity, in excessive self-ccncern, in a

! feeling of alienation, in a feeling of unrealized potential,

(>, or in excessive consciousness of role playing (S:11). Mcre-

b over, they may not easily be resolved and may preclude one'’s
: further psychasocial develapment.

P Ak 1A

§ Erikson's concepts about the dimensicns and dynamics of

. identity are usually applied to the adolescent or the adult
within society at large. But they are relevant to peaople in
the military, as well, and are useful to a study of the psy-
chology of military life. Much of what Erikscon says about
the formation of identity can help us better understand vari-
ous aspects of military service such as recruitment, educa-
tion and training, socialization into the military way of
life, adjustment to duty in cne's First unit, new duties and
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subsequent assignments, selection for command and promoticn,
i and military leadership. Moreover, Erikson's ideas are par-
& ticularly instructive for thaose military leaders who serve as
teachers, counselors, and mentors to gounger soldiers who are
2 at important stages in their identity fFormatign. In shart, the
! issue of identity is very relevant to the armed forces today.

é In a careful analysis of the military experience, aone can
’ also see that military personnel encounter a variety of dif-
. ficulties in attaining or maintaining their personal iden-
w ' tities as individuals, as well as their group identities as

o military professionals. In the military, there can be many
? cbstacles to identity, particularly in the actions of cne's
o superior officers and in the peculiarities of military life
) itself. The theories of Eri): Erikson provides a useful tool

. For understanding the problems of identity facing pecple
W within the ranks of our military today.

.l.g - v -

This study, therefore, discusses the subject of identity
- as it pertains to people in the military. While applicaktle to
- the armed forces at large, it focuses on the United States
: Army in general and its officer corps in specific. It First
§: discusses how an identity forms and how one’s sense of self
' is a significant factor when choaosing a career in the militacy
o {Chapter Twol). It then describes the problems of identity as
! an officer candidate is educated, trained, and sccialized to
: military service (Chapter Three). It also analyzes those
' problems Ffacing the newly commissicned officer (Chapter Four?
f and those who are well-established in their military careers
(Chapter Five). Throughout, this study addresses the various
N ohstacles posed by aone’s senior officers, as well as the Army
s itself as an institution, tp the attainment or maintenance

¢‘ of a sense of self. It shows that some of these cbstacles
: occur in various arganizational policies, practices, amd pro-
" cedures, and it offers a number of recommendations for pre-
venting these identity problems and enhancing cne's perscnal
P and career identity. Finally, it comments on how a fully-
N achieved sense of identity contributes tc an officer's effec-
4% tiveness as a leader (Chapter Si..) and how it enhances his
. valuas and ethical conduct (Chapter Seven). Throughcut this
o study, Erilksonian concepts serve as the backdrop for a discus-—
~ sion of the importance of identity and the impact of military
:q service on the individual and career identities of officers.
i
1)
p BWEPQSE
l’p
The purpose of this analysis is to offer an Eril:sonian
J perspective on aspects of officer professional develcpment,
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Ty to include selected practices and policies affecting officers.
%g It seeks to educate the military reader about the matter of
Ry identity, which is an important Factor in the professional and

. perscnal lives of officers. In doing so, it hopes to promote
[ra a greater self-understanding, a clearer sense of identity and,
' subsequently, increased military professionalism and career
ﬁﬁ . motivation amang all those whc serve in the profession cf
arms.
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Chaptes Two

IDENTITY AtlD CAREER CHOICE

c NHNND. ANDL.ESCENCE apn INENTTIT

Throughout childheed and adclescence, one ktegins tc da-
velop social shills and to form attitudes that gradually
evolve intao adult capabilities and values. MNMoregver, cne
starts to form a variety of interests, eupectatiogns, and hcpes
that will be more actively pursued in the Future. Curing these
early years, aone previews some of the roles to be played out
in Full as an adult. As such, the experiences of ycuth ser.e
as the foundations for adulthood (3:Ch 2).

Accarding tc Erikson, probably the single mast impertant
psychosocial development during youth is the formation =2f an
identity. As a child, the individual kegins to discover the
initial components of his identity as a member of a family.
During early adolescence, he widens the horizons of his
identity to include friends, school classes, athletiz teams,
and other such sccial groupings. Then, in later adclescence,
after gaining security in his group identificaticns, he laoks
to find himself and express his individuality and urigueness.
Usually by early adulthood, he sees himself as a unijue per-
son, differentiated from his group associations. In middle
adulthood, he finally comes to see himself as his swn person,
distinct from others (2:Ch T; 3:Ch 1; 4:Ch 3).

But the path to this sense of an achieved adult idertity
is not a gsimple one, and at some point alang the way, the
individual inevitably experiences an identity crisis. Usually
during later adolescence, he grapples with guestions akcut
himself, his past, and his future. He wrestles with his image
of himself but, in so doing, he gains a clearer sense of whers
Fits in, how he Fits in, and why he fits it. He gradually
attains an understanding of who he has been in the past, uwhc
he is now, and who he can become in the future. With this
clarified image of himself, he can start toc make mature
decisions about his adult life, one of the biggest of which
involves a choice of careers (2:Ch 1; 4:Ch 31.
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::: CAREER CHOICE

1 .

i

% One’'s chaoice of a career is inextricably tied to one’s

’ . sanse of identity. A young adult’'s choice of occupations is,
N fFirst and foremost, a statement of what he wants to become; it
z is a preliminary definition of an ideal future selfF. At the
§ same time, however, it is a reflection gof his current self; it
% is a means to pursue his current interests and to e:press his
o basic values in a socially productive context (6:Ch S5).

X : For the typical middle-to-upper class American ycuth

M today, the choice of a college and a field of study is the

5 first step toward a career. His collegiate studies and

ﬁ experiences will allow him to explore various possibilities

: for an occupation, and he will gradually begin to clarify his
intentions about the shape of his adult life. More often

o not, he will change his mind along the way, and like many

¢ college students today, he may pursue a course of study that

o leaves room for a variety of occupational directions. Even

) after starting out in one career field, he may change his mind

and find something else to do. Indeed, he may change carsers

a number of times before settling into his life-long occupa-
R tion (6:Ch S & Ch B),
33 Since this process of faorming a career can be a comple::
"y and drawn-out proposition, it is not uncommon for young
! adults, including those ending up with a career in the mil-
o itary, to experience psychological difficulties. As Erikson
? has chserved, "it is primarily the inability toc settle cn an
o occupational identity which disturbs young people™ (3:387).
0 This disturbance, which is not necessarily abnormal, can tahke
" +he form of temporary periods of confusion, bewilderment,
B depressicon, self-precccupation, isolation, and discouragement.
. The individual may experience such identity problems as
ﬁ identity foreclosure or identity diffusion.
W)
"
] 1DENTITY FOPECLOSURE
Y
" For adolescents with a strong sense of identity and
i exceptional strength of character, the decision to pursue a
%, particular career such as the military may be the Fortuitcus
g result of a lifelong dream, a mature self-awaraness, and a
W) realistic assessment of the career Field. This is most lilely
- toc happen among individuals who follow in the footsteps of a
% parent, relative, or close friend. In this case, their

quickly-achieved pccupational identity is the natural e..ten-
sion of their adolescent identifications.

e -

For many youths, however, such a quich and straight—line
route to a career is neither possible nor desirable. Indeed,
for many, such an experience could constitute identity fore-
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closure, a premature shutting out of an authentic, self-
realized identity (4:Ch-4), This problem of identity Fore-
tlosure is most likely to occur in someona wha has been
coerced or unduly influenced by a parent or friend into de-
ciding on a specific career. It is also possible among those
who feel economic or social pressure to make a quick cheice
of careers. Whatever the cause of the identity foreclosure,
the individual pre-empts or has been pre-empted from a delib-
erate and mature career choice (4:Ch 4).

Such a foreclosure of identity, which is often an indica-
tor of a weak sense of identity, is not uncommon among youths
chaasing to become an officer in the Army. There are countless
officers who were raised in military families, then strongly
encouraged or pressured intoc a military career. Others un-
doubtedly choose the Army because of vague aspirations or
private fantasies. The problem is that the individual malkes a
strong commitment to a career without sufficiently considering
his own developing personality and identity.

More to the point of this study, however, the problem aof
identity foreclaosure can be prompted by the military institu-
tion itself, for example, in the requirement that future
officers begin an officer preparatory program at a relatively
young age. To begin studies at West Point, one must be
betueen the ages of 17 and 22. To receive a Reserve Officars’
Training Corps (ROTC) scholarship, one must be between 17 and
25. Once in the program, the officer candidates can come under
considarable prassure from families, friends, and the insti-
tution to see the training through to completign.

The length of the service commitment after the training
can become yet another obstacle to identity. Attending West
Point results in five years of cbligated service; an ROTIC
scholarship may do the same. As such, entrance into a pre-
commissioning program can result in a rather significant in-
vestment of time fFor those in their late teens or early twen-
ties. For all intents and purposes, then, the decision to
become an cofficer effectively forecloses other career possi-
bilities and a wider-ranging exploration of the self. :

Regardless of the positive aspects of military service
Cand, of course, there are many), such an important and bind-
ing decision should not be made at such an early age. Most
young people are not psychologically prepared to make a firm
commitment to a career when they are still in their late teens
or early twenties. The nature of youth at this point is to
avoid firm commitments, even toc the detriment of building a
good career. Oftentimes, according to psychologist Daniel
Levinson, a person’s commitment to a specific vocation is not
really solidified until middle adulthood--the mid-thirties
(6:102-1086).
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Such an early and binding selection of a career may have
unfortunate consequences: frustration, delaged identity
crises, and a lacl: of career motivation. As Levinspn notes,

Young men who make a strong occupational commitment
in the early twenties, without sufficient e:xploration
of external options and inner preferences, cften come
to regret it later. . . . One of the great parado-es
of human development is that we are required tao make
crucial choices before we have the knowledge, judg-
ment, and self-understanding to choose wisely (E:102).

Unfortunately, applicants for pre-commissioning training are
required to commit to the profession long before they may be
ready to do so and certainly well in advance of their civilian
countarparts pursuing other professians. It is significant
that the military may be the only occupation to require an
cath of service and a binding caommitment from yoguths so early
and at such a fragile point in their psychosocial development.

. \ b

There is yet another potential identity problem Facing
youths opting far careers in the military: the problem of
identity diffusion, which stems primarily from the very nature
of taoday’'s apen and plural society. In America today, there
are many opportunities for maost young pecple, such as a wide
range of schools, career field, and lifestyles. In essence,
there is considerable persaonal freedom for the individual to
shape his own destiny and his own identity.

Such freedom of choice brings with it, however, a peculiar
set of responsibilities and problems, As Eriksaon abser.ves,
"Democracy in a country like America poses special problems in
that it insists on self-made identities ready to grasp many
chances and ready to adjust to changing necessities”(3:98-39),
For those lacking a strong sense of identity, this wide range
of opportunities and the responsibility that comes with
choosing can result in a person’'s confusion and bewilderment.
Indeed, the individual may experience what Erikscn refers to
as identity diffusion, an inability to chocose a particular
role or occupation., The individual may drift from ona
interest to the next, fFrom one pursuit to another, trying out
a number of different roles and jobs but making only
superficial commitments that are later abandoned (3:34-100)J.

BESYCHOS0CIAL NORATORILN

This problem is widespread in America and evident in the
number of students who enter college without a clear direc-
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tion, who change their majors, and who have only a vague idea
of what thsy actually want to do after graduation. But in that
the college experience is meant faor growth, experimentation
and exploration of different possibilities, these years can
accommodate a lack of commitment. This pericd of sanctioned
non-commitment, which Erikson calls a psychasocial moratorium,
is, therefore, a time when one can try to find himself and de-
fine his interests. The pressure to have a well-focused
identity is thereby suspended for a while (3:118-120).

In certain respects, service in the military can consti-
tute a psychosocial moratorium for a young adult who isn’'t
ready to settle on a particular career. While military service
can thus be a self-serving escape from responsibility, it can
also be a way to engage in something productive until one
discaovers himself and focuses his interests.

The Army, however, contributes somewhat to this matter of
identity diffusion and psychosocial moratorium through its
recruiting practices. The ubiquitous pitch to youth to join
the Army and "Be All You Can Be” sells the idea that in the
Army there are diverse opportunities and the latitude for
growth. The implicit message is that in the Army you can
choose '-hat you want to da and be what you want to be.
Morecver, the slogan that the armed forces is "A Creat Place
to Start” implies that you can use your time in the Army to
discover yourself and develop your capabilities.

The idea of military service as a psychasocial moratorium
is acceptable for enlisted socldiers but is neither desirable
nor appropriate for young officers. Their years in the ser-
vice are nat the time for them to fFind thamselves. The
responsibilities of officership demand people with well-
established identities who are already psychologically mature
and self-aware.

RECQURENDATIQNS

When assessing an individual's suitability for military
service and officership, Army recruiting and admissions
officials must consider not only the person’'s achievements
to date, namely, his scholastic and extracurricular recorc,
but also his character and personality. Admissions officials
need alsc to gauge applicant’s sense of identity, as well as
his self-image and self-esteem. A person’'s level of identity
development can be an indicator of his potential for military
service as an officer.

A useful tocl toc accomplish this is the use of persaonality
profile inventories to supplement the usual personal inter-
views and letters of recommendation. Any number of psychalog-
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ical tests such as the Myer-Briggs Type Indicator could

help the individual understand himself and help the selection
officials determine the applicant’s level of development and
potential for leadsrship. Although there is no particular type
of psrsonality best suited for military service, personality
inventories can still assist young pesople in understanding
their strengths, weaknesses, and aptitudes, and they car aid
selection officers in passing judgment on the maturity and
psychasacial development of the applicants (8:5).

Another recammendation is to raise the age bracket for
entrance into an officer-producing program such as West Point
or ROTIC. Raising the minimum age of admission to West Point
to twenty would foster a more mature career choice and thus
help prevent the problem of identity foreclosure of young
people who make hasty or ill-considered choices. To that same
end, the Army should award ROTC scholarships only for the last
two years of college and no earlier than the age of tuenty.
While certainly radical and difficult to implement at first,
this policy would generally produce clder, mare mature
officers,

To measure career motivation among applicants and alsa to
preclude identity foreclosure, the Army should require that
all young men and women accepted for West Point or an ROIC
scholarship must complets basic training before they are
allowed toc enter the program. Such training would certainrly
familiarize them with some important aspects of military life
and test the degree of their interest in a military career
prior to starting their pre-~commissioning training. This type
of practical orientation to the rigors of military life cculd
make For more Jjudicious career decisions.

To the greatest extent possible, the military should give
prospective officers a good indication of what they are
getting into. Many applicants for West Pcint cnly really
consider the free education or the prestige of the Academy.
Many ROTC scholars are interested, fFirst and Foremcst, in the
educatianal benefits, as well. As such,Army officials should
give applicants a clear picture of what their military duties
would entail upon commissioning. Moreover, the advertisements
For the military should be fFocused more clearly cn the spe-
cifics of military life and less on the Academy and
RCTIC or the adventure and elitism of service in such units as
the Rangers, Airborne, and Special Forces.

Finally, since the application process itself may have an
effect on the individual's concept of the military, it is im-
perative that recruiting and admissions cfficials represent
the highest standards of the Army. The process whereby an
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\ applicant is selected to the academy or awarded an ROTC schol-
e arship may be his first real exposure to the military. His

N initial impressions may be formative ones with respect to his
future identity as an aofficer.
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& Chapter Three
i, .
3
A}
ﬁ IDENTITY AND PRE-COMMISSIONING TRAINIMNG
$f ¢ _ADY aNSITIO
3
ﬁ, The time for choosing and preparing for a career comes at
X a very turbulent point in a person’s psychecsocial develcpment,
, namely, the late teens and early twenties, or what Daniel Lev-
o inson calls the Early Adult Transition. For most young adults,
: this is a period of termination and initiation, a time of
u leaving the pre-adult world and of taking the first prelim-
" inary steps into the adult world. During these transitional
W years, the young adult must not only undertake his mcst seri-
a ous explorations aof himself and the world, but he must also
; begin ta build his life structures for the future (8:21-22
L & 72-783,
3

! This is alsc a significant time with respect to crne's

A identity, particularly one’s group identity. To begin with,
the younrng adult usually leaves his Family cf crigirn and mests
new groups of people who will become important to him. As he
maodifies his relations with family ard high-schcel friends, he
} initiates new and potentially long-lasting relaticnships with
' college classmates and love interests. His parents give way tc
college autharities and teachers who become surrcgates for
them. With the change in the pecple, groups ard instituticrs

4 that he encounters on a daily basis, the emerging young adult
N builds new components to his identity. His Future occupation
X Wwill undoubtedly constitute a prominent part of his adult

i identity.

aLIZATION MILITABY

For those looking to enter a profession, their special-

] ized education and training will include a process cf socialli-
zation to the occupational identity. That is to say, a part of

) their preparation will be "the acquisiticn of the habits,

ﬁ beliefs, attitudes, and motives which enable a person to per-
) form satisfactorily the roles expected of him" (8:227>. Fzr
:1 thaose seel:ing to become officers, their pre-commissioning

e ) training will not only give them the specific hnowledge ard

sh:ills associated with officership. It will also provide an
i intense process of sccializaticn to the unigque culture of the
profession of arms.
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Be it at West Point, in ROTC, or in OfFficer Candidate
Schoaol (0OCS), the pre-cammissioning experience will have a
significant impact not only on one's professional qualifica-
tions, but alsc on one's sense of self and ane's identity as a
soldier. It will absorb and integrate the future officer to
the military way of life. It will transmit tc him the ethcs cf
military service, that is, the values, beliefs, and lifestyle
of being a soldier.

There are, nevertheless, some gbstacles to identity de-
velopment to be encountered during pre-commissioning. They
include the expected psycholegical difficulties of this stage
of life: the uncertainties of the future, the stresses of
making important life decisions, and the strain of adjusting
to new surroundings, new people and new institutions. But
there are also hindrances to identity to be Focund in the
regimen, requirements and practices of the officer training
programs thamselves.

ATIY N

To begin with, the life of a cadet or officer candidate at
West Point, ROTC, or OCS is uswally guite different frcm that
at hame. To be specific, it may represent a whole new world of
values, habits, and attitudes. As such, the strict regulatizn,
time pressure, and authority may generate levels of stress

that the candidate may never have experienced. As it tries t2
inculcate the values and norms of the military, the training
may alsg threaten the individual's sense of identity.

LR A K

ALAS N A i
oA

In the case of a strong-willed person or somecne with a
strong self-image, the individual may rehel against what he
perceives as a threat to his individuality, basic beliefs, or
deep-raoted values. Moreover, in the Face of regulation,
pressure, and authority, he may react in a negative or
contrary fashion so as to pregerve his sense of control cver
his life. This contrariness may result in what Erikson calls
a negative identity, whereby the individual dissociates him-
self from the expected standards and then demonstrates '
behavior at odds with the norms (4:172-174). The yaung person
may become bitter about his experiences and reject out aof hand
the ideal attitudes, values, and beliefs aof the service.
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There are other stresses on the individual that may lead
to identity problems. First, there is the isolation of being
separated from family and friends when one goes to West Point
or OCS. Then there are many competing demands on gne's time
and attention, particularly so during the Academy’'s plebe
year, the ROTC summer camps, and virtually the entire OCS
training experience. For those unable to adjust gquickly,
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:f their experiences may lead to identity diffusion (3:84-8SBY,
1o The training may be so taxing psychologically as to diminish
o their self-confidence, self-image, and individual identity.

IMPOSEDR IDEMTITY

[

! But the typical officer candidate is an outstanding young
Y person with an extraordinary capacity and motivation to meet
the demands placed upgn him. As such, however, he is partic-

K ularly susceptible to institutional influence. If the indi-
. vidual has an underdeveloped identity or hasn’'t experienced an
Y identity crisis, he is liable to be molded rather than devel-

oped by the instituticn. Eager to Fit in and adopt the group
identity, he may yield himself unquestioningly to the sociali-
2ation and indectrination processes. This may result in an

. imposed identity, whereby he loses his own sense of identity
ﬂ ta the one prescribed by the institution.

Thus, the pre-commissioning program can prevent the

d healthy development of personal identity by being too demand-
4 ing and by defining too carefully what is expected of its

0 young charges. Additionally, by emphasizing authority, tesam-
gﬁ work, and conformity, the institution may communicate the

o: idea that the candidates need not establish their cwn goals
M, and find their ogwn way in life. As such, it may prevent or

' discourage scme of the necessary developmental experiences of

young adulthood, namely, exploring the possibilities of the
% adult world, creating one’s ocwn guals and life structures for
w living within the adult world, and undertalking a serious
examination of ane’s deepest values and beliefs.

Another problem stemming from the individual's suscepti-
- bility to influence and willingness to conform is that he may
T overidentify with his superior officers or cther role models
% within the institutiaon. He may seelk to emulate one of the
v successful or heroic figures of the military past. Such over-
b identification may lead to inauthentic hehavior, attitudes, or
beliefs, which are detrimental to the integrity of the self.

X In summary, the institution can be at Fault far doing tco
much for the individual. By satisfying toc many of his per-

o sponal needs, by providing a ready-made identity, by presenting
: unrealistic role models, and by not requiring the exsploration
of the self and the external world, the training program may
develop officers with strong personalities but plastic indi-
vidual identities. This is especially pcssible at the mili-

S el

) tary academy, where there is a great deal of nurturing and
ﬁ protecticon of cadets and tooc little leeway For realistic self-

& exploration. The result may be an identity crisis at a later
N paint in the gfficer’s career when he is least able to rescluve

| it.
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%? At the other end of the spectrum, the aofficer preparatory

program may not be intense enough, or the individual may not
receive a suitable orientation to nature of military life. For
example, a lax ROTC program in a predominantly collegiate set-
ting may not adequately communicate to its cadets the unigue
values, beliefs, and responsibilities associated with officer-
ship. Such undernourishment of the individual may lead to
what is called an identity deficit. In this situation, the
individual develops "an inadequately defined self” that is

WL

"-bb i"ﬁ' )
Y S F S

b

§y1 "characterized by a lack of commitment to goals and values;
“; the person lacks the basis for making consistent choices anrd
53 decisions” (7:408).
A form of identity deficit may alsoc occur as a result of

%ﬁ the culture shock in going from the civilian community into
fﬁ the military service. In this day and age of “mobile plural-
5 ism” as Orrin Klapp calls it, American society promotes
i “a great movement of persons from one status, subculture,
W class, community, Jjob, church, schogl, family, or associa-
L ticn to another in a milieu with great variations. This means
e pressure to adjust’'s one’'s identity rather than holding fast
g; to cne image” (5:17). As such, when encountering the mili-
.¢$w tary’'s more rigid class distinctions and conservative values,
P the officer candidate may Feel stiFled by the hierarchical
A structures and traditional manners and mores of the military
e culture. He may alsc not be able to cenform to the more con-
R servative behavior and attitudes expected of him.
4
)
Q§ [
T MMENDA N
ol The first duty of the various pre-commissioning praograms
#" is certainly toc develcp within the candidates the hnowledge,
’?‘ skills, values, and attitudes associated with the military.
oy Their primary objective is toc produce capable, self-reliant
A young officers dedicated to service to the military and the
et nation. To accomplish that, the training must build a sense
R of identity with the military, while at the same time foster-
.fﬂ ing individual self-development.
%%f To promote a suitable degree of identification with the
"a military, the military academy, ROTC and 0OCS must thoroughly

orient their young men and women to the Army. Secondly, they
5’} must provide the candidate a sense of the history, traditicns
rﬁ ' and customs of the service. Moreover, all three officer-
Yo preducing programs should send their candidates on e:tended
ssv internships with troop units to give them practical experience
héﬁ and a wider career orientation bhefcre they are commissicnecd.
- These are all important means of developing a sense of group
"‘)'/
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identity, continuity and community with those in the service
now and those whe have gone hefore.

«

x? The pre-commissioning programs must promote the candi-

2 date's individual identity, as well. To do so, they should

) provide extensive instruction on developmental psychology to
hh give students a theoretical framework for assessing their ouwn
A4 identity status and self-development. They should alsc pro-
L vide for frequent self-assessment programs and for counseling
931 the candidates on their psychosocial development, besidaes

: their progress in academics and military training. In shert,

K the training program should extend beyond the cadet's intel-
ﬁﬁ lectual, moral, and physical development. It should Fccus

Lo on their psychosocial development as well.

ﬁa Fimally, the officer-producing institutions and procgrams
§§ should give their young men and women the widest latitude

?' passible for self-exploration and identity-seeking activities.
1$‘ Specifically, the officer candidates should assume a greater
e responsibility for their daily lives, schedules, and training
‘: activities. The military academy needs to reduce the supervi-
2 sion of cadets by the tactical officer corps and move further

away from the "Blue-Book Regulations” mentality of years past.
In ROTC, the cadets need to assume a greater responsibility
for planning, developing and conducting their military train-
R ing and education.
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)
R
] IDENTITY AND THE NEWLY COMMISSIONED OFFICER

0 :
0 8 NI
kN
{3 When leaving college and launching a first career, the
2% young adult faces a new set of challenges. To begin with, he
must enter the occupational world and establish himself within

it it. He must begin to form lasting relationships, social obli-
otk gations, a sense of ethics, and a more differentiated adult
X identity. He must alsoc make and test any number of decisions
N about a home, a family, a lifestyle, and friends (6:101-102).
)

K Although faced with these demands of adulthood, the young
R adult’'s tendency is to remain uncommitted, and his early adult
1 years continue to be largely a time of experimentaticon and of
;? exploration of the self. Psychologically, it is a pericd of
\g tension between the desire for flexibility and the need for
K stability. This dichotomy can lead to considerable indeci-

sivenass and uncertainty about a personal identity.

‘

~ For the newly commissigned officer, the fFirst few years

ﬁ of his career are a period of apprenticeship, indoctrination,

¢ and acculturation toc the military way of life. Ideally, the
young officer has assimilated the broader, ideological dimen-

7{ sions of his new praofessicn through his pre-commissicning

}g training. But now he must adjust to the norms and realities

) of his unit of assigrment and the institution at large.

l"

:, One of the young officer's most important tasks is to

pc develop a deeper sense of identity as a member of the afficer

ot corps. The young officer must be integrated not only intoc his
0 unit but alsc into the corps of officers and leaders within

i the organization. Until his individual identity is strength-
Sﬁ ened, his group identity as a member of the officer cerps can

*, serve as "a superidentity or an alter ego” (S::ii). But he

. must not rely exclusively aon his group identity. He must

g assert his individuality if he is to mature further and bezome
NG\ a leader.

!

:13 For a variety of reascns, the new lieuterant may exgeri-

[\ ’

2 ence problems in developing his group and individual identity.
Some of the difficulty may be attributable to the changes and
S developments within his personal life, such as starting a
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family, creating a home, and adjusting to new surroundings.
Other problems may stem, however, from the demands of offi-
cership, the actions of his superiors, and practices within
his new unit.

~PLAYIN

One of the greatest challenges to the new officer is to
adapt tc the considerable demands of the profession. Indeed,
there may be no other profession that requires such a diver-
gity of roles, such a high level of respensibility, and such
a degree of versatility and adaptability of its newest mem-
bers. To begin with, the lisutenant must assume a variety cf
different roles assocciated with being an officer: warrior,
leader, manager, trainer, counselor, and technical expert. On
top of that, he must cope with a host of additionmal duties for
which he may be unprepared. HMoreover, he must undertake sig-
nificant responsibilities within his first few years of ser-
vice, such as the leadership of a platoon or the command of a
company, battery, or troop. He will have to be flexible,
versatile, and adaptable in coming to grips with his new pro-
fessiaon.

Accordingly, it is not uncommen for new afficers te
experience samething of a reality shock when Joining their
first unit. The perplexing array of duties, responsibhilities,
and requirements can easily lead to uncertainty, an:iety, and
problems cf identity. The newly commissioned officer may Feel
iradequate to cope with his many new roles. He may also feel
Frustration in not being able tc handle the wide range of
duties. Furthermore, he may lack confidence in his ability to
accomplish all the tasks that confront him,

Ta cope with this, the young officer may resort to role-
playing. He may Find himself performing his duties withcut
feeling a sense of authenticity about what he is doing. Al-
though he may be uncomfortable about it at the time, the rcle-
playing can be a healthy form of experimentation and identity-
seeking if the young officer is conscious of what he is dcing.
Ultimately, if he is to maintain a sense of integrity and
persanal identity, he must somehocw reconcile his varicus rcles
as an officer into his concept of himself.

IRENTITY CONFLICT

The young officer who cannct harmonize the multiple
demands, contradictory roles, and diverse commitments may
e perience an identity conflict in which "the situation males
it impossible toc chocse and act consistently with all the
person's valuas and goals” (7:408). If he feels a strong
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1t is particularly important to build the young officer's
sense of group identity and his sernse of personal identity.
3 This can be accomplished in a variety of ways.Tc begin with,
§ the leadership must provide the new officer with an e:tensive
v, ) reception and orientation inta his nmew unit. He should be
briefed in detail an the palicies and procedures aof the
organization. He should be widely introduced to the people
. within his unit, and in particular, he should meet all cof his

Q fellow officers as soon as possible and be gquickly brought

& into the leadership structure of the unit. This orientation
o period should last at least a full month and should be under
) the sponscrship of a peer who has been in the unit at least a
' year.

f To ensure their continued orientation to the unit and the
i profession, all of the lieutenants in a unit should be pro-

)

K vided a Junior Officer Professicnal Development Program that
N frequently conducts classes, seminars and activities relsvant
t to their needs. The more senicr officers should be actively
) involved in passing along their knowledge, skills, e:peri-
ences, perceptians and attitudes to their proteges within the
structure of such a program.

§ Most importantly, liesutenants should be placed in appro-
priate leadership positions whenever possible and should he

@ given meaningful duties and responsibilities commensurate

a with their skills and abilities. Insofar as possible, they

Py should be assigned to trocp assignments where they have

sufficient opportunity to associate with fellow officers and
K) toc lead troops rather than be isclated on a staff.

A useful way to build group identity among new lieutenants
is to assign them special projects that contribute tarngible
benefits toc the unit. In these activities, they should have
to work extensively with their peers. Yet ancther way to de-
velap their cohesiveness and esprit de corps is through con-
structive competition for all lieutenants. Finally, they _
v should be encouraged to form junior officer councils for wider
. interaction their peers and superiocrs on matters of impcrtance.

¥ Besides helping tc build group identity, supervisors and

4 leaders should assist lieutenants in develgping their individ-
ual identities. To that end, senior officers must provide use-

A ful Feedback on all aspects of their performance through help-

s‘ . ful mentoring and counseling sessions. But the lieutenants
should also be afforded opportunities for formal self-

) assassmant to complement the feedback they get through officer

evaluation reports, counseling, and mentoring. The self-

assessment can take the form of perscnality inventories and

2 tests, as well as seminars conducted by trained counselcrs.
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L To build their self-image and identity, the new lieu-

g‘ tenants should be told frequently of their importance to the

5; unit, the officer corps, and the Army. Since lieutenants
comprise nearly 3S% of the officer corps overall and nearly

X 40% in line units, they should know their relative value to

ﬁ the operation of the unit. They should receive special

) consideraticn as a group, rather than be ralegated to

-ﬂ secondary status. They should receive recognition and awards

) For their meaningful accomplishments and contributions.
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4 Chapter Five

IDENTITY AND THE ESTABLISHED OFFICER

[ 1 A0S |4

For the average adult, the years between thicty and footy
are a time of settling down. One usually commits ta a few ley
choices about how he will live his life, and he settles com-

; faortably into his caresr. The productive adult i1nvests h.m-
! self as fully as possible in his work, his family, and his

t community, and he energetically pursues his long-rarnge gcals
¢ and plans (6:111).

According to Erikson, the primary cdevelopmental tas:.
i during these adult years is to become "generative,” that .s,
’ to turn cne's concerns cutward and to de.ote his efforts Foo
! the good of others <3:103). While one certainly loclks fco ad-

K vancement in his career, he alsc seels deeper fuL.f:llmert &

' making significant contributions to his professian, community,
; and the succeeding gensrations. For thoss who fs:l to bscome
p generative, these ysars can be given over to self-indulgence

K and self-absorption, which can be the result of “"s .cess..e

¥ self-laove based on a too strenuously se!f-made persoral.ty”

4 €3:103>,

¢ For an officer at this stage of h.:s l:fe ard careec,

there are aspects of military serv.ce that can hinder his

. efforts for a fully realized occupaticnal i1dent:t,, self-

k) actualization and gensrativity. A variety of buresucratic

i practices and policies within Army life male 1t difficllt &2
attain the goals and maintain whate.er personal and career

f identity that one has fashicned for himself. The result’ =f

this difficulty can be to diminish cne’'s sense of carser

% motivation and commitmenrt.

! ce b rec

A hey hindrance to maintaining a stable sense cf i1dertity
during the middle years of cne's Army service is the regquire-
ment for most officers to have two specialties and a dual-
tracl.ed career. An officer tegins his military ser.ice with a
functicnal specialty within his basic branch, but around the
seuen-year point, he must select a seccnd functicnal area cf

. -
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specializatian. Moreover, a number of aofficers in the ccmbkat
branches are strongly enccuraged to transfer to a support
branch between their third and eighth year of service. Fcr
many officers, their secondary specialties or new branches
of ser.ice bear little direct relation to their criginal
specialties. Unfortunately, some of these assignments are
made arbitrarily, based on the needs of the Army.

Although the Army must have a diversified officer corps
that can handle the increasingly sophisticated needs of the
service, this system of dual specialties and dual-tracl.ed
careers poses an identity problem to officers, nonetheless.

A mid-term officer who has settled into and started to becocme
expert in gne fField must select a second subprofessicn, train
for it and then gain some e..perience in it, which amounts

to starting a second career. First of all, an officer must
decide which specialty toc choose; secondly, he must become
trained and qualified in this subprofession; then, he must
serve in his new field, ideally alternating assignments be-
tween his primary and secondary specialties. Later in his
career, he may have to work in his alternate specialty e.iclu-
sively.

This policy of alternate specialties, therefore, consti-
tutes a diffusion of one's occupational identity. An officer
must split and expand his professional roles rather than
sharpen and build on these already established. This tends
further to dilute what the Army considers the primary iden-
tity of an officer: a warrior.’leader.

SIGHM p TES

The current assignment palicies within the Army also male
for identity praoblems by creating an::iety and turbulence.
It is not uncommon for officers to change jobs every cne to
two years, and mcst have to malke a major move to a2 new lccale
at least every three years. To unsettle their lives even
further, they must attend any number of professional military
education schaools and courses of varying length ‘throughout
their career. One barely has time to establish oneself in a
unit =r job when it is time tpo move.

Although the assignment policies and practices are pur-
portedly for the good of the service and to give officers a
wide variety of experiences, they are not particularly bene-
ficial for the individual’'s sense of identity per se. This
forced transience, a career-long pattern of turbulence and
readjustment, disrupts the stability of one's personal life
structures. 1t requires a frequent readjustment of crne's
associations and identifications with associates, units,
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communities, and locales. This constant change, often rapid
and sometimes unexpected, alsc places great stress on the
individual and his family. It diffuses an aofficer’'s sense of

. identity because it upsets the continuity and samenes< that is
vital t3 sustaining a coherent sense of self.

VALUATION BEPOPT

Anaother key ingredient of identity is an honest self-
awareness, and one of the most important ways to attain this
self-knowledge is through honest and balanced feedbac):. from
the significant persans in gne's life. UWithin the military,
the official system of feedback is found predominantly in
of ficer evaluation reports (OERs) and periodic informal cocun-
seling sessions. But for a variety of reasons, the tendency
in the Army is not teo provide gne’'s subordinates with
straightforward assessments of their performance and poten-
tial. In particular, overinflated OERs, long a prcklem in the
Army, do not provide the individual a suitable basis for real-
istically assessing his strengths, weaknesses, progress and
perfarmance in relation to his peers, his personal expecta-
tiogns, or his geoals. A string of imprecise evaluation reports
can only lead to uncertainty, faulty self-perceptions, arnd a
flawed sense of identity. This, in turn, can lead toc unreal-
istic expectations about promotions, selections for command,
and assignments.

ERQRQTION

The military's promotion system alsoc contributes somewhat
to identity problems. A centralized board of disinterested
officers quickly reviews personnel records and, on the basis
of those fFiles, salects officers for promatian. By necessity,
the selection board must sometimes differentiate and choose aon
the basis of negative discriminataors. Moregver, they must
fill quotas for certain functicnal areas. This system implic-
itly places an unhealthy emphasis on a spotless record cf
evaluation reports. The underlying message to the officer
corps is that in order to advance in the Army, one must avcid
making mistakes. This breeds an attitude of conservatism and
caution among the cfficer corps and discourages initiative,
individuality, and other outward manifestations of a unigque
self.

As is to be expected, promotions become mcore competitive
as one progresses in his career, and because of the promotion
system and the diminishing number of billets for the senior
ranks, there are many ocutstanding officers with excellent
records whc are not selected For advancement. But in estak-
lishing quctas for officers to he selected within certain

as
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specialties, the impersgonal promotion system passes aover many
of ficers with outstanding careers and records. For those nct
selected for promotion, the stigma of being passed over dissi-
pates their self-esteem, career motivation, and career iden-
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; The Army’'s current system for selscting lieutenant colo-

) nels and colonels for command positions is a similar institu-

N ticnal practice that threatens the identity and self-esteem

Moy of many officers. Only about cone-fourth of the eligiktle

3& officers can be selected for the Army’'s battalion and brigade

5& command positions, and since these positions represent the
ideal goal of the professional Army officer, the failure ts be

A selected can be a demoralizing blow to cne's self-esteem and

e self-image.

Y
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s The military’s strong emphasis on continuing military

,ﬁa education and civilian graduate schooling is, in certain

e respects, counterproductive to an officer’'s identity, as well.

Q@ While attendance at a professional military school such as the

i Command and General Staff College or the War College can be
useful sabbaticals to strengthen one’'s professionalism and

e military identity, the months spent at schools can also be

Q{b distractors from an officer’s primary roles of warfighting ard

b leadership. All too often, these schools delve intg subjects

g that are only peripherally related to the profession. They

o serve to expand one’s horizons, but they also tend to diffuse
W one’'s identity as a military professional first ard feremocst.
0 Many officers come to see these schogols as unnecessary inter-

%E cruptions in their careers.

K

ﬁh In a similar vein, the emphasis on graduate-level educa-
W tion and advanced degrees also detracts from an individual's
- concentration gn his primary duties. Hid-term cfficers fFa=1"
,: considerable pressure to gain a graduate degree for their

M- record. The degree may be patently unrelated tc their prcfes-
h sional needs or may be more suitable for a second zareer sout-
i side of the service. Mcreover, the Army's emphasis on educa-
it tion is particularly troublesome for officers wha are not

S academically coriented and who feel they must go tc school to
‘$$ remain competitive for promaotion.

A

0"‘.

o RECQUMENDATIONS

& ‘s‘ !

o To ensure that officers achieve an increasing clear sense
q; of identity as military professionals, the Army should chanrge
i) =
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a number of its policies. To begin with, the Army must promcte
o stability in its officer corps and within its units to sllow

il for cantinuity and cohesion. To accomplish this, assignments

’ . should be made for longer perigds, and the length of a tour at

ity a specific locale shauld be extended by at least cne year.

The Army’s dual-tracked system for officer professicnal
development should be drastically madified or discontinued.
) Dfficers should stick with one specialty through the course of
their careers. There should be more accession specialties ard
gﬁ less pressure for officers to have a wide variety of so called
N "career-broadening” assignments. Such a system would make fzr
3§ more fully achieved professional identities, which would
$h contribute toc greater career satisfacticn, motivaticn, ard
¥

commitment.

?Q To allow Ffor a more measured and deliberate develcopmert of
? military careers, the Army should slow down its rate of promo-
S' tions. Specifically, the time-in-grade requirements fecr

ﬁ. promotion should be extended by one year for each grade to

H allow more time for the development of prcofessicrnal skiills and
L to accommpdate more stabilized assignments. Moreover, the frmy
e should extend the minimum time-in-service criteria fcr retirs-

ment to twenty-five years.

ol The Army should also decentralize its systems for prcmoc-
Kb tion and for command pasitions to the maximum extent possible.
i General officers and commanders in the Field should have a
ﬁj direct say in the both the promotion and command selection af
- officers within their commands or functicnal arsas. This
. would create a more personalized decision-making process in
N which officers wcoculd be Jjudged more con their merits than cn
o their shortcomings.

.
§f Professicnal military schocls for officers shculd be

o] consplidated, modified, or offered by correspondence only.

ﬁ; They should focus more clearly on the military arts and

ol sciencas. They should be voluntary and have less an impact an
A one’s chances far promotion. These changes would keep the

¢ focus of education on the develapment of an officer’s
professional idenrntity.

*: All cof these measures would serve to reduce some cf the

b gxcessive dislocations and rapid changes that characterize the
careers of most officers in the Army today. The turbulsnce and

o impersonality that are so much a part of Army life have a

N _ detrimental effect an the sense of continuity, stability, and
m. community that are so important to identity Formation.

N,

Ef ) Overall, the focus of officer personnel policies in the

) Army should center on the principle of individual self-

i; development as the basis For professional growth. There should
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he greater responsibility placed aon the individual tec shape
his life and his career according to long-range plans and

AN goals that he establishes in consultation with a mentcr arnd a
. career manager. In doing so, the Army would build a zcrps of
e, aofFicers with a strong sense of professional and individual
1Y identity.
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Chapter Six

IDENTITY AND MILITARY LEADERSHIP

As has been shown, identity is an important factor in the
personal lives and the professiocnal development of officers.
It is crucial to one’'s psychological well-being, and it is
the foundation for one’s continued psychosocial growth.

But the matter of identity holds yet another importance
for all officers at all stages of their careers. A highly
developed sense of identity is a key contributing factor to
effFective leadership. Indeed, it is a virtual prerequisite
fFar successfully leading peopls in the military.

SELF-KNOWLEDRGE

The first component of a genuine sense of identity is an
honest self-awareness, and a leader must certainly know
kimself. He must have a realistic sense of who he is, what he
knows, what he bhelieves, and what he represents to cther
pecple. This self-knowledge is important so that he can
better centrol himself and imprave himself. Self-knowledge
is critical so that he can play to his strengths and mirimize
his weaknesses (13:48).

SELF-ESIEEM

Another important element of leadership is self-esteem. A
positive self-image gives a person canfidence, and it insgirss
zonfidence in aone's followers. A recent West Point historical
study an military leadership shows that a positive self-imags
is pne aof the most prominent and recurring traits among suc-
cessful combat leaders (12:8). Moreover, management experts
warren Bennis and Burt Nanus contend that effective leaders
actually build their self-esteem which contributes tc their
gemotional maturity which,in turn, fosters success 71:188-130).

g 3 ar

A military officer must alsoc have a strong corporate iden-
tity to be an effective leader. He needs to identify strongly
with and adopt the values, beliefs, and attitudes of the
praofessicn of arms. In doing so, he gains legitimacy fFcr his

a8
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iyt commission, and he gains an element of credibility for the
;Ef authority vested in him. Without this legitimacy and credi-
50 bility, his impact as a leader would be greatly diminished.
N This sense of a shared professional identity--what military .
R sociolagist Samuel Huntington terms “"corporateness”--is
&5 fundamental for genuine officership and good leadership
‘% €10:14-17).
D\
k2 _—
a,;“g, .
3& But if an officer must have a strong corporate identity to
)$- be a lagitimate and credible military leader, he must also
;ﬂ have a sense of identity with the members of his unit. He must
i feel that he is a part of them and they are a part of him. This
will inspire their confidence and trust in him as a leader.

DA
:i But beyond identifying with his men, a leader should inow
< their individual identities and the unit's identity, as
ﬂ§ well. He should know wha his followers are, what they knouw,
SO0 and what they can do. He must know their individual and

2 collective frames of mind, knowledge, abilities, and needs. An
N understanding of the peaple in his unit will help him predict
Y how they will react to him, to one angther, and to specific
o) situations. As such, he can talke the appropriate leadership
o actions at the right time to influence and motivate them as
Bl individuals and as a unit sgo as to acceomplish the desired task
- (13:45). It will be invaluable to him in determining how best
af to increase unit coghesion and effectiveness. It will help him
a* in training, teaching, evaluating, counseling, disciplining,
a5 and developing his subordinates.

-
-

g T b .o

But self-lnowledge, self-esteem, a corporate identity,
and a unit identity are not encugh to be a Fully successful
leader. Effective leadership is ultimately a function of
one’'s perscnality, and a leader should have a mature, healthy
personality that stems from a uell-developed sense aof personal
identity. This is important because, as the Army's manual on
military leadership puts it, "What you are (your beliefs,
values, ethics, and character) is the essence cf your ability
to lead. Your ability to inspire soldiers to do the right
thing, the brave thing, the things they think they cannct do,
flows from what you are” 713:106),

-~
-
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-
L
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:ﬂ. Finally, according to Eri}k Erikson, a clear and bal-

W anced sense of individual identity is one of the leys to a

: selfless and productive adulthood (4:Ch 3), and therein lies

’ the ultimate value of identity for the leader. By being secure
5@ in who he is, the leader can turn cutward and concern himself

o
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;5; with the accomplishment of his mission and the welfare of his

5y followers. He can demonstrate the selfless devotion to

N duty and concern for others that is not possible whan one is
- . self-ahsorbed and trying to fFind himself (3:103).

9
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iah Given the importance of self-knawledge, a positive self-
;f image, and a2 sense of individual, unit, and corporate iden-
Y tity, the Army's leadership at all levels should ensure that
“Q ofFicer professional development programs and policies focus
ﬁp on these keys to effective leadership. They should undertake
o a variety of actions to enhance these aspects of identity

. among all officers.

PH

Eﬁ To begin with, the Army should improve the ways and means
¢£ to attain greater self-knowledge throughout the corps of

L officers. Specifically, the Army’'s leaders should initiate a
if program of perscnality inventories, psychological testing, and
¥ self-assessment seminars with trained counselors. It should
bﬁ be focused on officer candidates and junior officers first,
q& hut should also extend to mid-term and senior officers, as

\m. well. The leaders of the Army should also work hard to create
gﬁ the environment and attitudes that encourage all officers to
o provide realistic feedback to their subordinates, be it in

; counseling sessions or through realistic officer aevaluation
‘;} reports. Lastly, the Army should formally institute a

W service~wide program of mentoring for all officers. At a

3 minimum, each officer candidate, lieutenant and captain should
R4 have a mentor, a senior officer who is not in his chain of

) command but assigned to a similar type of unit. Moreover. all
majors and above should be encouraged strongly to assume

wh duties as a mentor ta a junior officer.

The Army should also work an developing a positive self-
: image among its officers. Senior officers should emphasize
"‘ the positive accamplishments of their subordinate officers.

[ They should initiate formal programs to recognize outstanding

. lieutenants and captains through junior officer competitions
54 and officer-of-the-quarter and officer-of-the-year programs.
hes This will help build self-esteem and pride among individuals
. and units,

e The Army's leaders at all levels should work to reinvig-
by . crate the sense of corporateness throughout the officer corps
et by increasing the number of activities which bond the officers
:q together. They should strongly promote such traditions and

ey . customs of the service as dinings-in, officers calls, parades,
- retreats, revieus, ceremonies, and competitions. These events
gi would help to build the esprit de corps and comraderie that

B is so vital to a cohesive officer corps.

R) ..
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2 Last of all and most importantly, to build initiative,

F individuality, self-reliance, and a strong sense of personal
f identity among officers, the Army’s leadership at all levels
’ should give their subordinates the latitude to dao their jobs,
o make honest mistales, and learn from their mistakes without )

fear for their careers. They should give their Jjuniors the

i minimum guidance, counseling and instruction necessary to

N accamplish their tasks. They should continue to work hard to

‘N provide officers the widest opportunities for challenging
assignments, meaningful duties, and significant responsibil-

X : ities within their units. But they should alsc show them

& trust and confidence in their judgment, maturity and ability

i to make the right decisians and to succeed. There is no better

P way than that for an officer to grow professionally and

B develcp a sense aof individuality and a sense of ldentltg as

a military professional.
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Chapter Seven
¢ CONCLUSIOMN

nl Al NI

2 In his theory on human psychosccial development, Erik
Erikson ascribes great importance to achieving a sense of
identity. First, he believes that “a firm sense of inner

K identity marks the end of the adolescent process and is a

& condition For further and truly individual maturation”

¥ (4:88-89). Horeover, he argues that when a person identifies
strongly with scmeone or something, he develaops fFidelity, that
is, loyalty and a sense of commitment that is freely pledged
to those people, institutions, aor idealagies (2:2681-274).
Finally, he states that when a man feels secure about who he
is and where he is going in life, he can then beccme truly
generative or caring; he can selflessly devote himself tao the
service of others (2:261-274; 3:100-10%). 1In brief, Erilscn
sees a fully-achieved sense of identity as a key that unlocks
the door toc maturity, loyalty, and selflessness.

i

T Lk a W X,

? ApRn

' OF ccurse, maturity, layalty, and selflessness are indis-
" pensable qualities for a commissioned aofficer in the service
) of his nation and responsible for the well-being of the sol-
: diers entrusted to his care. As such, it is not surprising
D that the Secretary of the Army and the Chief of Staff empha-

X sized these qualities as part of fundamental ethic aof the
! military profession when they recently announced the 1386 ﬁrmg
W theme of “"Values: .

: The Army Ethic comprises four enduring values:
loyalty to country and the Army, loyalty to the unit,
personal responsibility, and selfless service. It is
beneath these overarching values that our soldierly
and ethical standards and gqualities--commitment, com-
petence, candor, courage, and integrity--are nurtured
and given opportunity for growth. . . . We ask each of
you, as members of the Tatal Army, to embrace these
values and make them a part of your personal and
professional lives. We urge you to find ways to
temper them like steel (11:2).
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ﬁ, As Secretary Marsh and General Wickham indicate, the first

AN - responsibility lies with the individual to espouse and e:hibit

*A these values. It is vital, nevertheless, that the Army as an

e institution do its part to foster these attributes in its

g officer corps. To that end, it should recruit Future officers .
«@v who are well on their way to a fully achieved sense of

&ﬁ identity and the maturity, loyalty and selflessness that

‘ﬁq follows. HMoreover, Army leaders at all levels should do ’
3& everything possible to help their junior officers achieve and

sustain an honest, cocharent and positive sense of their per-
sgnal and professional identities throughout their careers. In
» doing so, the entire Army will benefit, and the institution

Q& will have taken an important step in fulfilling its responsi-
" bility to the pecople who make up the Army.
Q@J
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